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The proliferation of digital devices and services has fundamentally changed consumer 
behavior and needs, and thus the way consumers engage with firms. Many consumers 
want to engage with firms across all channels, enjoying seamless switching and 
simultaneous use. Within this dynamic channel environment, the omnichannel concept 
has been proposed as an appropriate approach to fulfill these demands. However, in 
practice, many firms do not yet provide an omnichannel experience and need to 
transform. With this research-in-progress paper, we outline our approach to 
investigating this phenomenon based on the concept of dynamic capabilities. With 
insight gained through a multiple case study approach, we hope to give practitioners 
decision support and researchers new stimuli for further research by identifying best 
practice dynamic capabilities for transitioning to omnichannel management.  
Keywords: omnichannel management, dynamic capabilities, channel integration, case 
study  
 Transitioning to an Omnichannel Approach 
  
 Thirty Seventh International Conference on Information Systems, Dublin 2016 2 
Introduction 
The proliferation of digital devices and services has fundamentally changed consumer behavior and 
needs, and thus the way consumers engage with firms. Today, many consumers use several online and 
offline channels along the customer journey – that is, the consumer’s decision-making process from an 
information search, to purchase, to after-sales service (Neslin et al. 2006; Weinberg et al. 2007). They not 
only switch between channels but also use multiple channels in parallel, such as a mobile phone in a 
physical store. 86% of consumers worldwide say that they shop in various channels and want to use them 
simultaneously (McPartlin and Feigen Dugal 2012). Moreover, consumers expect a consistent experience 
across all channels offered by a particular firm (Mohapatra 2014; Nunes and Cespedes 2003; Van 
Bruggen et al. 2010). Finally, driven by technological advancements, consumers constantly adopt new 
channels and abandon others (Wilson and Daniel 2007). For this reason, firms must create and maintain 
a cohesive set of channels and touchpoints, among which each not only provides its own unique benefits 
but also complements and seamlessly connects to the experience as a whole. It is crucial for firms to 
constantly align their channel environment with consumer needs and market developments to remain 
competitive (Lewis et al. 2014; Payne and Frow 2004; Verhoef et al. 2015; Zhang et al. 2010). 
In light of the dynamic market environment driven by technological advancements and changing 
consumer behavior, firms cannot necessarily rely on already established channel resources to remain 
competitive (D’Aveni 1994). Instead, they need to reconceive their channel offerings and management in 
order to provide the right channel configuration and consumer experience (Brynjolfsson et al. 2013). In 
recent years, the concept of omnichannel management has emerged in both practice and research as a 
promising approach. Omnichannel management refers to the integrated management of a firm’s channels 
and consumer touchpoints, aimed at enhancing the consumer experience across channels and thereby 
maximizing the overall channel performance (Verhoef et al. 2015). If implemented well, an omnichannel 
approach allows consumers to use all available channels and touchpoints interchangeably and to 
seamlessly switch between them (Beck and Rygl 2015; Verhoef et al. 2015). This approach represents a 
key strategic imperative for many firms to meet the expectations of today’s consumers and sustain 
competitive advantage (Beck and Rygl 2015; Brynjolfsson et al. 2013; Lewis et al. 2014; Verhoef et al. 
2015; Zhang et al. 2010). Of globally polled retailers, 84% believe that a uniform consumer experience 
across channels is extremely important (Forbes 2015) to be competitive in a digitalized market 
environment (Piotrowicz and Cuthbertson 2014; Trunick 2015; Verhoef et al. 2015). 
However, research has highlighted a gap between the vision of omnichannel management as conceived in 
the literature and the channel approaches currently implemented in practice (Brynjolfsson et al. 2013; 
Mueller-Lankenau et al. 2006; Trenz 2015). While many firms have supplemented offline channels such 
as the physical store and hotline by online channels such as websites and mobile apps, in most cases these 
channels are only partially or not at all integrated. This gap may be caused by a lack of certain capabilities 
necessary for the successful transition to an omnichannel approach. As mentioned above, firms must be 
able to react to the changing market environment and reconfigure their resource base to remain 
competitive (Wilson and Daniel 2007). The processes supporting the reconfiguration, integration, and 
creation of resources are referred to as dynamic capabilities (Rindova and Kotha 2001; Teece et al. 1997; 
Wilson and Daniel 2007). 
Despite the relevance of omnichannel management as a source of competitive advantage, there is a lack of 
research, especially empirical studies, on the topic. Particularly little is known about the capabilities 
necessary for firms to move toward this promising channel approach. In this paper, we address the 
following research question:  
What types of dynamic capabilities enable firms to transition to an omnichannel approach? 
In particular, we aim to use empirical data to identify specific dynamic capabilities required for this 
transformation. Our research is based on the concept of dynamic capabilities (e.g., Eisenhardt and Martin 
2000; Teece et al. 1997), which has been applied as a theoretical framework in prior qualitative 
information systems (IS) research to identify transformative processes by which firms reconfigure their 
resource bases (e.g., Daniel et al. 2014; Kim et al. 2011; Koch 2010). The dynamic capabilities perspective 
allows for the investigation of firms’ capacities to modify the channel resources in a changing 
environment. The concept of dynamic capabilities has not yet been applied to omnichannel management. 
Methodologically, we aim to conduct multiple case studies in the retail industry in order to identify 
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dynamic capabilities that can be generalized across firms (Yin 2009). We have elected to conduct the case 
studies within the retail industry because this sector generally considers an omnichannel approach to be 
of high strategic importance (Beck and Rygl 2015; Verhoef et al. 2015). In particular, we plan to conduct 
interviews with both market and technical experts from four retailers in Germany, Switzerland, and 
Austria that have successfully transitioned to an omnichannel approach. 
This research will make important contributions to both theory and practice. First, we will contribute to 
prior research by providing an empirical study in the field of dynamic capabilities, where empirical 
approaches are scarce (Pablo et al. 2007). In doing so we heed Ambrosini and Bowman’s (2009) call for 
more empirical research, in particular case studies, to investigate the detailed micro-foundations of how 
firms deploy dynamic capabilities. Second, we will be the first to empirically examine specific dynamic 
capabilities driving transformation in the field of omnichannel management. We thereby contribute 
empirical insight to the emerging field of omnichannel management, which so far mainly consists of 
conceptual work and anecdotal evidence. Third, for practitioners, the identification of necessary dynamic 
capabilities will provide a solid basis to support decision-making when transforming channel resources 
into an omnichannel approach. This will counteract the trend that only a few firms have managed to 
successfully establish omnichannel management and remain competitive. 
This paper proceeds as follows. The next section introduces the concept of omnichannel management as 
well as the dynamic capabilities perspective. Next, we describe the methodological approach of our 
multiple case studies, followed by a presentation of our expected results regarding the dynamic 
capabilities and implications for research and practice. The paper concludes with reflections on the 
planned research.  
Background and Theoretical Foundation 
Omnichannel Management 
In recent years, the concept of omnichannel management has emerged in both practice and research as a 
promising approach to address changing consumer purchase behavior and needs. Verhoef et al. (2015) 
define omnichannel management as “the synergetic management of the numerous available channels and 
customer touchpoints, in such a way that the customer experience across channels and the performance 
over channels is optimized” (p. 176). This implies that “channels are interchangeably and seamlessly used 
during the search and purchase process” (Verhoef et al. 2015, p. 175). In other words, an omnichannel 
approach provides the consumer with a seamless and unique experience irrespective of the channel or 
touchpoint used or the phase of the purchase process (Brynjolfsson et al. 2013; Piotrowicz and 
Cuthbertson 2014; Rigby 2011; Rosenblum and Kilcourse 2013). Channels describe routes or paths 
through which a firm delivers products, services, or information to consumers (Mehta et al. 2002). They 
represent an interaction point between a firm and consumers (Neslin et al. 2006), such as physical stores, 
print, hotline, email, website, online chat, mobile app, or social media. 
Omnichannel management builds on the related yet distinct concepts of multichannel and crosschannel 
management. While a multichannel approach only implies that a firm offers two or more separate 
channels to consumers (Beck and Rygl 2015; Verhoef et al. 2015), a crosschannel approach indicates the 
integration of a few selected channels, but not all channels (Beck and Rygl 2015). In case of omnichannel 
management, the barriers between all points of interaction are abolished. The approach envisages and 
supports free movement and switching between all contact points (Piotrowicz and Cuthbertson 2014; 
Verhoef et al. 2015). From a consumer perspective, an omnichannel approach provides several benefits. 
The consumer can start the customer journey with any preferred channel and then switch channels at any 
stage of the purchase process without losing progress. Moreover, an omnichannel approach allows the 
consumer to use channels and touchpoints simultaneously. For example, a consumer may be attracted to 
a product promoted on a billboard, which refers to the website. Later, at home, she gathers more 
information on the website and puts the preferred product in the shopping basket, without completing the 
purchase. While commuting to work by bus, she downloads and opens the company’s shopping app, 
where she finds the product in her shopping basket. She then completes the purchase via the app and 
chooses to pick up the item from the store. As a result, the consumer views all interactions with a firm as 
part of one large consumer experience, rather than having different experiences at each interaction 
(Piotrowicz and Cuthbertson 2014; Verhoef et al. 2015). By implementing an omnichannel approach, 
firms aim to increase customer satisfaction (Mohapatra 2014; Nunes and Cespedes 2003; Van Bruggen et 
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al. 2010) and engage the consumer on all channels (Beck and Rygl 2015), ultimately resulting in increased 
sales (Aubrey and Judge 2012; Hansen and Sia 2015). Moreover, firms have recognized the opportunity to 
gather rich consumer data from the multiple channels, which can then be used to generate a 
comprehensive profile of the consumer (Brynjolfsson et al. 2013; Hansen and Sia 2014; Stone et al. 2002).  
To sum up, Table 1 provides a comprehensive overview of the characteristics of the omnichannel concept. 
Table 1. Characteristics of Omnichannel Management 
Channel integration Seamless switching among all channels possible 
Channel management Across all channels  
Goals and incentive systems To optimize performance across all channels  
Communication between 
consumer and firm 
Unidirectional and bidirectional 
Data Data are shared across all channels 
 
In practice, pressured by changing consumer behavior and new online competitors, traditional brick-and-
mortar retailers have started to expand their channel portfolio by investing in online sales and service 
channels (e.g., Mueller-Lankenau et al. 2006; Piotrowicz and Cuthbertson 2014; Verhoef et al. 2015). As 
of today, however, most retailers and firms from other industries fall short in the integration of their 
channels and touchpoints (Neslin et al. 2006; Verhoef et al. 2015). Previous research has identified 
various challenges that hamper the transition to omnichannel management. First, firms are often found to 
operate with a silo mentality, which prevents collaboration and the flow of information throughout the 
organization (Berman and Thelen 2004; Kernagham 2013; Mueller-Lankenau et al. 2004; Mueller-
Lankenau et al. 2006; Tate et al. 2004). Second, data integration poses a challenge to implementing 
omnichannel management: advanced technological capabilities are required to gather, analyze, and 
process the vast amounts of data generated on all channels (Neslin et al. 2006), and up-to-date 
information about the consumer must be made available on all channels, ideally in real-time, to serve her 
in a personalized manner and enhance her experience (Brynjolfsson et al. 2013; Trenz 2015). Third, many 
firms lack a strong alignment between information technology (IT) and business strategy (Bharadwaj et 
al. 2013; Hansen and Sia 2015). 
In research, omnichannel management has been addressed mainly in the marketing and IS literature. The 
three main topics discussed by scholars include the theoretical conceptualization of and requirements for 
omnichannel management (e.g., Beck and Rygl 2015; Mueller-Lankenau et al. 2004; Tate et al. 2004), 
transformation into omnichannel management (e.g., Brynjolfsson et al. 2013; Hansen and Sia 2015; 
Piotrowicz and Cuthbertson; 2014; Verhoef et al 2015), and the obstacles and benefits of omnichannel 
management (e.g., Lewis et al. 2014; Neslin et al. 2006; Stone et al. 2002). Existing research is mainly 
theoretical, and few papers have addressed the question of how firms can successfully transition their 
channel resources to an omnichannel approach (Mirsch et al. 2016). For example, one of a few studies, 
which address this topic is provided by Hansen and Sia (2015). Based on a single case study, they noted 
that firms must focus on changes in their technology infrastructure and organizational practices to 
successfully evolve into an omnichannel strategy. 
Dynamic Capabilities 
The dynamic capabilities perspective is an influential theoretical framework in strategic management 
literature for understanding how firms generate and sustain a competitive advantage. The dynamic 
capabilities perspective is an extension of the resource-based view (RBV), which explains a firm’s superior 
economic performance through its resource endowment (Barney 2001). The RBV states “that resources 
that are simultaneously valuable, rare, imperfectly imitable and imperfectly substitutable (VRIN) are a 
source of competitive advantage” (Ambrosini and Bowman 2009, p. 29). However, the possession of 
VRIN resources at one point in time does not suffice to sustain a competitive advantage amid changing 
market conditions; the RBV does not explain how valuable resources can be created or how the extant 
resource base can be altered over time. With this in mind, Teece et al. (1997) introduced the dynamic 
capabilities perspective. According to Teece et al. (1997), dynamic capabilities are a set of learned 
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processes and activities that allow firms to change by enabling them to “integrate, build, and reconfigure 
internal and external competences” (p. 516). Based on Teece et al.’s definition, many authors have 
developed other definitions of dynamic capabilities (Ambrosini and Bowman 2009). According to 
Eisenhardt and Martin (2000), they are “the firm’s processes that use resources – specifically the 
processes to integrate, reconfigure, gain and release resources – to match and even create market change. 
Dynamic capabilities thus are the organizational and strategic routines by which firms achieve new 
resource configurations as markets emerge, collide, split, evolve, and die” (p. 1107). Although several 
definitions exist, there is consensus that dynamic capabilities are intentional, persistent, and repeatable 
organizational processes that alter the firm’s extant resource base with the aim of creating a new set of 
valuable resources (Ambrosini and Bowman 2009). At the same time, dynamic capabilities do not 
encompass ad hoc problem solving (Winter 2003), spontaneous interventions, or disjointed reactions to 
market changes (Ambrosini and Bowman 2009).  
To better understand the concept of dynamic capabilities, it is useful to differentiate between dynamic and 
organizational capabilities. Dynamic capabilities consist of a set of organizational capabilities that is 
routines and processes which in turn produce a dynamic capabilities. Organizational capabilities, also 
called operational or ordinary capabilities, refer to a firm’s ability to deploy resources, usually in 
combination. They are rooted in processes and routines that produce outputs by combining different 
resources (Helfat and Peteraf 2003). Substantially, they are basic, zero-level capabilities or functional 
processes that turn inputs into outputs and permit the firm to earn revenue and profit in the present. 
These capabilities allow firms to persist (Winter 2003). While organizational capabilities support the 
firm’s operations in the present, dynamic capabilities are change-oriented processes that impact and 
modify extant organizational capabilities.  
Our research builds on the categorization of dynamic capabilities suggested by Koch (2010), since it 
provides a holistic view of the firm. With regard to the omnichannel context, Koch’s categorization will 
help us to achieve a systematic overview and understand the origins of the dynamic capabilities. Koch 
(2010) differentiates between inside-out, outside-in, and spanning capabilities. The inside-out capabilities 
describe capabilities used within the firm that focus on internal issues such as the development of 
technology and recruitment. By contrast, the outside-in capabilities have an external focus. They are 
concerned with external relationships management and market responsiveness. Spanning capabilities 
integrate the inside-out and outside-in capabilities. The development of strategy and new products or 
services, for example, addresses both external and internal issues, requiring both inside-out and outside-
in capabilities (Day 1994). Meanwhile, certain organizational units like sales and procurement require 
outside-in and spanning capabilities, since their tasks are cross-organizational (Koch 2010; Levina and 
Vaast 2005; Montealegre 2002; Sambamurthy et al. 2003). In the context of our study, the inside-out 
capabilities refer to the required advanced technological capabilities that enable an omnichannel 
approach. Additionally, they address internal personnel aspects such as the role of IT, which requires a 
stronger emphasis in the context of omnichannel management. Especially in the retail industry, outside-
in capabilities play an important role, since external relationships such as dealer networks need to be 
integrated and managed appropriately (Hansen and Sia 2015). Spanning capabilities refer to the 
integration and strategy aspect of an omnichannel approach. As mentioned above, channel integration is 
crucial for an omnichannel strategy and affects firms’ outside-in as well as inside-out capabilities. This is 
particularly relevant in light of the previously mentioned lack of IT and business alignment. Based on this 
categorization, we aim to identify specific dynamic capabilities – that is, transformative processes – in the 
context of omnichannel management. Figure 1 illustrates the categorization of dynamic capabilities 
suggested by Koch (2010).  
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Figure 1. Categorization of Capabilities (Koch 2010) 
 
The concept of dynamic capabilities has not yet been applied to omnichannel management. However, it is 
worth mentioning a study by Wilson and Daniel (2007), which identifies dynamic capabilities for 
multichannel transformation in business-to-business (B2B) markets and is closely related to the subject at 
hand. The authors conducted a study based on four cases in which they interviewed managers about the 
respective firm’s channel strategy. More specifically, they investigated how channel strategy evolved and 
which capabilities were necessary for the transformation process. This led them to identify seven different 
dynamic capabilities, three of which were found to be necessary for transformation in all cases: (1) 
alignment of the route to market with different segment/product characteristics, (2) creation of 
innovative channel combinations, and (3) integration of processes and IT to support multiple channels 
(Wilson and Daniel 2007). The remaining four dynamic capabilities were found to be relevant for three of 
the four cases: (4) active review of the route to market in an iterative strategy/implementation cycle, (5) 
iterative development of the value proposition by melding planning and experience, (6) an organizational 
structure that balances the need for innovation and integration, and (7) metrics and rewards that reflect 
multi-channel customer behavior (Wilson and Daniel 2007).  
This study by Wilson and Daniel (2007) provides valuable initial insights for the research here on 
omnichannel transformation. However, it lacks a clear conceptualization of multichannel management. 
Moreover, technological developments have been tremendous since the study was published in 2007. 
Therefore, current empirical insights are required to adequately grasp the nature of omnichannel 
management. 
Method 
In this planned study, we seek to identify types of dynamic capabilities and the underlying processes that 
enable firms to move toward an omnichannel approach. Moreover, we aim to identify further factors in a 
firm’s internal and external environment that may influence the development of dynamic capabilities 
(Ambrosini and Bowman 2009). For this purpose we chose a case study approach, following the 
recommendations of Eisenhardt (1989), Paré (2004), and Yin (2009). Qualitative approaches are better 
suited than quantitative methods to capture the nature of dynamic capabilities, as they allow an in-depth 
investigation of the subject matter. The case study is undertaken within the positivist research paradigm 
because our aim is to generate generalizable results (Eisenhardt 1989; Paré 2004). The positivist research 
paradigm “represents the dominant paradigm in IS case research” (Dubé and Paré, 2003, p. 599). In the 
following, we describe the case study design and data collection. 
Perceived as more robust than single case studies, we will conduct multiple case studies to ensure the 
generalizability of the constructs identified (Eisenhardt 1989, Paré 2004). Multiple case studies allow us 
to identify the commonalities of the underlying processes driving the transition to an omnichannel 
approach across firms. With this approach, we concur with Eisenhardt and Martin (2000), who argue that 
dynamic capabilities show identifiable commonalities across firms and do not have to be firm-specific. 
The authors explain that “while dynamic capabilities are certainly idiosyncratic in their details, the equally 
striking observation is that specific dynamic capabilities also exhibit common features that are associated 
with effective processes across firms” (p. 1108). They conclude that “the functionality of dynamic 
capabilities can be duplicated across firms” (p. 1106). 
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As its unit of analysis, this study will look at the transition to an omnichannel approach at the level of 
individual firms. We chose to conduct case studies within the retail industry, since the topic of 
omnichannel management has been broadly discussed in this context and research already provides a 
fundamental base of insight (e.g., Beck and Rygl 2015; Berman and Thelen 2004; Brynjolfsson et al. 2013; 
Hansen and Sia 2015; Piotrowicz and Cuthbertson 2014; Trenz 2015; Verhoef et al. 2015). The 
omnichannel approach has become a key strategy within the retail industry (Beck and Rygl 2015; Lewis et 
al. 2014; Verhoef et al. 2015; Zhang et al. 2010), lending further relevance to our research. Applying literal 
replication logic, we will select cases with intrinsic similarities that are expected to yield similar results 
(Paré 2004). The chosen cases should share a number of common characteristics with regard to business 
model, cultural and geographic proximity, channel setup, and maturity in omnichannel transformation. 
In particular, we will focus on business-to-consumer (B2C) retailers in Germany, Switzerland, and 
Austria. Furthermore, we want to focus on click-and-mortar retailers because a central topic of 
omnichannel management is the connection between offline and online channels (e.g., Brynjolfsson et al. 
2013; Verhoef et al. 2015), and many brick-and-mortar retailers are expanding their channel portfolio 
through online and mobile channels (e.g., Mueller-Lankenau et al. 2006; Piotrowicz and Cuthbertson 
2014; Verhoef et al. 2015). To provide sufficient empirical grounding and facilitate analytical 
generalizability, we plan to include four cases (Eisenhardt 1989). We will select best practice cases based 
on industry reports, academic and practical case studies (e.g., Hansen and Sia 2015), and articles on 
relevant websites. We plan to select retailers that have successfully transitioned to an omnichannel 
approach. This means that they have integrated all of their offline (i.e., physical store) and online channels 
(i.e., mobile, online store) and allow consumers to switch between the channels during the customer 
journey. Considering that the omnichannel approach is not widely established in practice, it is possible 
that just a limited number of firms will be in the running. If this is the case, we will pursue a fallback plan 
in which we will select polar cases to investigate the extremes – successful and unsuccessful cases of 
omnichannel transformation (Eisenhardt 1989; Pettigrew 1990). 
Data collection will be conducted as a combination of semi-structured interviews and documents, “to 
provide a richer picture of the events and/or issues than would any single method” (Dubé and Paré 2003; 
Eisenhardt 1989). Interviews represent a highly efficient method to gather rich empirical data (Eisenhardt 
and Graebner 2007). We aim to gather a variety of perceptions on the subject matter by approaching at 
least four highly knowledgeable interviewees per firm. Since omnichannel management involves multiple 
business units within each firm, we will deliberately interview experts from the relevant functional areas, 
including both market and technical experts, as well as from different hierarchical levels (Eisenhardt and 
Graebener 2007). With regard to market experts relevant roles are, for example, customer relationship 
management, sales, and marketing. Relevant roles of technical experts are, for example, IT, business 
processes, and data analytics. We plan to conduct interviews with open-ended questions (e.g., “What were 
the decisive factors motivating the transition to a new channel approach?” and “What organizational 
changes were necessary?”). These allow us to follow up on interesting and unexpected responses, while 
the interviewees are free to elaborate on their perceptions, experiences, and reflections (Paré 2004). In 
addition, we aim to collect secondary data in the form of publically available company information (e.g., 
annual reports, press releases) and internal documents (e.g., presentations, strategy papers, meeting 
minutes, organizational charts, training material). These documents are expected to provide valuable 
ancillary information on each firm’s transformation process and strategy.  
We will employ cross-case analysis as the study’s data analysis strategy. First, the technique treats each 
case as a separate study (Eisenhardt 1989; Paré 2004; Yin 2009). This allows the investigator to focus on 
the collected case data separately in order to become familiar with each case. In a second step, the 
findings of the “within-case analyses” will be aggregated to investigate whether they make sense beyond 
each individual case and to achieve generalizability (Eisenhardt 1989; Paré 2004). 
Expected Findings and Contribution 
Since the concept of omnichannel management is rather new, there is no empirical research investigating 
dynamic capabilities in this context, aside from the related example cited above (Wilson and Daniel 
2007). Despite Wilson and Daniel’s focus on multichannel management, their study provides a valuable 
starting point for our investigation of omnichannel management. However, since the concepts of 
multichannel and omnichannel management differ strongly (e.g., no switching between channels vs. 
seamless switching between all channels and touchpoints), it is not possible to transfer the identified 
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dynamic capabilities. Additionally, their study was conducted in the B2B industry, which fundamentally 
differs from the B2C sector (e.g., complexity of products with higher demand for explanation, fewer 
customers, buying centers make purchasing decisions) (Kotler and Pfoertsch 2006). Finally, between the 
publication of that study in 2007 and today, technology has changed dramatically, resulting in many new 
opportunities for channel offerings. For example, today smartphones play an important role in connecting 
the physical (store) with digital and online channels (Brynjolfsson et al. 2013). Moreover, new data types 
and sensor technology complementing stores are on the rise. These developments are expected to have a 
strong impact on the required dynamic capabilities in comparison to the multichannel study. Therefore, it 
is necessary to gain new insight with an explicit focus on omnichannel management and current 
technological opportunities.  
Dynamic capabilities might also differ between the two studies because the omnichannel approach 
requires more from technology due to stronger demands for channel coordination and data flow (Neslin 
et al. 2006). In general, we expect a high relevance of technology-based dynamic capabilities, since 
omnichannel management is highly technology driven. On the one hand, changes in the external market 
environment are strongly driven by technological advancements; on the other hand, internally, firms have 
advanced technology at hand that enables a seamless customer journey.  
With regard to necessary inside-out capabilities, which focus on internal routines and processes, literature 
has highlighted the need “to build and maintain a data-rich, 360-degree profile of each customer” (Stone 
et al. 2002, p. 49). To build 360-degree profiles, firms require processes and technology to gather, 
analyze, and process the vast amounts of data generated by and about the consumer on all channels 
(Neslin et al. 2006). Information from web and mobile usage and transactions, as well as social media 
profiles and online conversations, enrich master and transactional data. Generating and creating value 
from consumer profiles requires specific, technology-driven capabilities. Regarding outside-in 
capabilities, which have an external focus, we expect the integration and management of external 
partners, such as dealer networks, to be highly relevant (Hansen and Sia 2015). Furthermore, building 
360-degree profiles requires data sharing and integration across channels and departments. Based on 
these profiles, firms must be able to provide up-to-date consumer information, ideally in real-time, to 
personalize the relevant channel and create a seamless customer experience across all channels. This 
requires the flow of information throughout the organization as well as close collaboration among 
different business units (Berman and Thelen 2004; Kernagham 2013; Mueller-Lankenau et al. 2004; 
Mueller-Lankenau et al. 2006; Tate et al. 2004). Against this backdrop, we expect spanning capabilities to 
be highly relevant – that is, routines and processes supporting communication and close collaboration 
across different functional areas. 
Our intended study as outlined above makes important contributions to both theory and practice. First, 
there are only a few empirical studies in the field of dynamic capabilities (Pablo et al. 2007). As claimed 
by Ambrosini and Bowman (2009), more empirical research, especially qualitative studies, is necessary to 
counteract this limited support and the dominance of quantitative studies. The in-depth investigation of 
dynamic capabilities and how they develop, allows a better understanding of dynamic capabilities in 
practice and how they vary across firms, which can serve as the foundation of meaningful managerial 
prescriptions. Second, we will be the first to empirically examine specific dynamic capabilities that drive 
the transition to an omnichannel approach, and will thereby shed light on the underlying processes. To 
date, empirical insight in the field of omnichannel management is scarce. Most previous papers are 
conceptual in nature and provide only anecdotal evidence about the importance and value creation of 
omnichannel management. However, in recent years reports have discussed a few examples of firms that 
successfully transitioned to omnichannel management (e.g., Hansen and Sia 2015). Therefore, we believe 
it is the right time for research to move from conceptualization to empirical evidence. Building on the 
theoretical lens of dynamic capabilities and conducting multiple case studies will allow us to identify 
common transformative processes that have shown themselves to be effective across firms. Additionally, 
our study responds to Hansen and Sia’s (2015) call to shed light on how channel integration is 
accomplished and to generate deeper understanding of the challenges facing implementation of an 
omnichannel strategy.  
For practitioners, the identification of necessary dynamic capabilities will provide important decision 
support on transforming channel resources into an omnichannel approach. To date, few firms have 
managed to successfully establish omnichannel management. However, in the near future it will become 
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crucial especially for retailers to rethink their channel strategy to meet consumers’ needs and remain 
competitive (Verhoef et al. 2015). Especially from the IS perspective, it is important to understand the 
successful management of an omnichannel strategy in detail, since it is strongly technology driven and 
comes along with various IT-related issues. For example, IT needs to provide the infrastructure to serve 
new demands and the possibility to fully integrate channels. This often means deep organizational change 
that requires management commitment (Hansen and Sia 2015). Bharadwaj et al. (2013), too, point out 
the importance of IT and argue that it might be necessary to merge IT with business strategy to receive the 
required commitment. This kind of commitment and consciousness within an organization is crucial for a 
successful venture. With our study, we aim to provide solid decision support for practitioners to 
successfully transform their firm’s channel strategy, or more precisely, to transition their channel 
resources to an omnichannel approach. In light of the changing environment, it is important for 
practitioners to understand how to deploy dynamic capabilities; failure often happens “in the face of 
revolutionary technological change,” and “persistence in old modes of practice led eventually to a crisis” 
(Rosenbloom 2000, p. 1083). A mistaken or misled move toward omnichannel management might result 
in “the complete breakdown of a firm’s carefully crafted business strategy” (Hulland et al. 2007, p. 110). 
Since omnichannel management requires deep technological change and new, committed management 
approaches, there is a risk that mistakes will be made. The exploration of dynamic capabilities within the 
omnichannel context will help prevent failure by providing rich insights and an improved understanding.  
Conclusion 
With this planned empirical study, as outlined above, we aim to investigate what types of dynamic 
capabilities enable firms to transition to an omnichannel approach. Applying the theoretical lens of 
dynamic capabilities, we argue that specific resources and capabilities are necessary for firms to stay 
competitive and meet consumer needs, by successfully transforming their channel strategy into 
omnichannel management. The study will focus on the retail industry, specifically click-and-mortar 
retailers. We will gather data from semi-structured interviews with experts from four case companies in 
Austria, Germany, and Switzerland. Moreover, we aim to collect internal and external documents for the 
purpose of data triangulation. The identification of dynamic capabilities within and across cases allows us 
to understand how firms should be configured in order to succeed in omnichannel management and also 
enables us to make generalizable assumptions.  
We aim to move forward with this research as follows. First, we will identify the cases for our study based 
on the exhibited selection criteria. The number of available cases will determine whether to follow the 
replication logic or whether to select polar cases instead. After the interview guide is finalized, we will 
start to approach the selected case organizations. For each case we will try to establish a relationship with 
a C-level manager within the firm, who will act as the main point of contact and help us identify the most 
relevant interview partners. Simultaneously, the conducted interviews will be transcribed and coded in 
order to inform the further research process. After in-depth, within-case analysis, we will apply cross-case 
analysis to identify cross-case patterns and examine to what extent the within-case findings are applicable 
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